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20 Nevember 1952 


MEMORANDUM FOR: Colonel Hansen 


SUBJECT: Training Section of Director's Report 


1. See our marginal comments on the attached peper. 


2. Ae to whether it should appear 4s 4 separate annex + 
or as an sppendix to Annex L, I suggest that the decision shox id 
depend on the meaning of the word “Administration” as you wish 
te use it. If you treat in Annex 1 the over«all “administrati n° 
or commend structure of the Agancy (imeluding the DCi, the Bu’s 
and AD's) as well as the more strictly “admiaistrative” suppor= 
functions performed under the direction of po/s, then I think 
Training belongs with Annex 1. This has no relation to the 
organizetiomal position of the Training Cffice but recognises 
that substantively « training program is pprt of the proper 
“administration” of the Agency. it is s supporting activity 
which assists the rest of the Agency to improve the performan: 2 
of its vartous functions; it ip not itself an end-product. 


25X11 


Intelligence Coordination 


$-B-C-R-E-T 


MMORIC 


rages 1 and 4-19 


Approved For Release 2006/11/07 : CIA-RDP80R01731R003500120013-1 


: Approved For Release aiie SECRET OP er*" RO003500120013-1 


SECURITY INFORMATION 


SECTION IIT 


Part lie 


The Role and Responsibility of CIA in the Processing of Intelligence for 
the National Intelligence System, 


The processing, or intelligence producing organs of CIA are ‘the 
Office of Current Intelligence, the Office of Research and Reports, and 
the Office of Scientific Intelligence. Closely related activitiss are 
those of the Office of Collection and Dissemination and the Office of 
National Estimates, The former acts for the producers as collector, 
custodian and distributor of all collateral intelligence, The latter 
bases its long-range conclusions on their combined effort. 

These offices share in many problems which do not confront other 
elements of CIA and are, therefore, rightly grouped together in any report 
‘on progress. 

Probably the major problem faced by the producers is their lack 
of access to operational intelligence and their lack of control over what 
is classed as operational, Tied in with this problem is the fact that 
the great bulk of collateral intelligence is gathered by unrelated 
organizations without any central guidance over their operations, and that 
their activities are governed not by the needs of national intelligence but 
those of their various parent services. The CIA gets the incidental by~ 
product. No requirement system, however efficient — and the functioning 
of the present system leaves much to be desired — could ever compensate 


for the absence of a coordinated intelligence-gathering program. 


Another common problem is the proper handling and exploitation 
of Special Intelligence. This is done in a common "center" which includes 


all of OCI and the major portions of ORR and OSI. From a very small 


LP SEGRE 
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beginning, this center has consistently expanded, and it seems highly 
probable that the expansion will continus, putting a aad Wore , 
intelligence-producing activities of CIA on an all-—source basis. 

The OCD recieves, distributes to the producers, and files a... 
items of collateral intelligence. ‘The OCI, which is both a collector and 
a producer, receives all Special Intelligence, or Gomint, and on the 
pasis of this and collateral, issues 4 day-to-day dntelligence producte 
The ORR, OSI and QNE depend on the other two offices for their basic 
material. 

Part Four of Section Three will deal, in that order, with the 
genesis, development, operation and problems of the Offices of Collection 
and Dissemination, Current Intelligence, Research and Reports, Seient:.fie 


Intelligence and National Estimates. 
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A DISCUSSION OF THE 
FUNCTIONS AND RESPONSIBILITIRG OF THE 
CENTRAL INTELLIGENCE AGENCY 


The Intelligence Problem in the United States 
ee ee Ee United States 


Although the Central Intelligence Agency is largely an outgrowth of 
our experience in World War II, it would be wrong to proceed from the 
premise that prior to the war our Government operated without intelli - 
gence as to the capabilities and intentions of possible enemies or 


prospective allies, The Department of State had long maintained a 


widespread information gathering service. The Army, the Navy, and certain 


other Departments of the Government had maintained their own systems -f 


collecting information and producing intelligence. 


However, we had no integrated system of intelligence. We hed not 
adequately exploited the available sources of intelligence. We had nc 
central agency to coordinate intelligence collection and production and 
to assemble the best available intelligence for expression in national 
estimates to guide in the formulation of foreign policy and the prepari- 


tion of defense plans, 


In World Wars I and IT our European allies, Great Britain in 
particuler, had placed the product of their intelligence services 
largely at our disposal. While we can still expect assistance from th: 


intelligence services of friends end allies, we have rightly concluded 
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that we shoule not depend on them for our intelliszence to the 


were forced to do in World War I and during the early days of World “Tar. 1 


Tt was World War II which showed both our deficiencies in intelii- 
gence and also what we could accomplish under pressuree Throush the 
expansion of the facilities of the State Department and the military 
services, through the Office of Strategic Services -- our first move 
toward the Central Intellicence Agency -- throuch enlisting the best 
personnel that could be found, in and out of government Service, we wer 


turning out a very creditable perfornance in many phases of inteliigencc 


te 


work well before the end of the ware 


Ie now recognize that if we are to have adequate intelligence: in 
times of crisis, we must prepare in time of peace, and we have Sseriousiy 
turned to the task of building up 4 central intelligence organizatiowe 
The country has now accepted the verdict, even if somewhat reluctantly, 

hat peacetime intelligence is essential to security and, as many of 
our military leaders have said, our {first line of defense. It took us 
a long time f3 reach this conclusion, and we are cnly now gradually 
getting over our suspicions ol intelligence and our tendency te conruse 


54 with mere intrigue and the more iurid side of csplonages Te ane 


beginning to accept it as serious and honorable work snd essenbial te 


our defense. 


zence 


oS 


Tt is well to recognize, however, that an efficient intelli 


organization cannot be built overnighte 


= 
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ft will reauirve years of patient work to provide skilled perso 1.32: 
to do the jobs Blueprints and organization charts, even legisiation ané 
cumple eppropriations, will not take the place of competent and highiy 
trained men and women. Without them we shall have neither cffective 


intelligence operations nor sound intciligence estimates. Unfortenatep, 


in the difficult organizational period since the war, the future ef 


intelligence as a career has seemed so uncertain that many war-trrir 
and competent men have left the service and it has bsen particularly 


difficult to find recruits to take their places. 


Finally, security for our inteliigence activities is not cam te 
achiove in the United States. It is not only the penetration of “ifth 
columnists which we have to guard against. ™e have the gencral prebleom 
rising out of our tradition that all of the affairs of the Goverment 
should be conducted in the open. Sometines we tend to carry this cvror 
even as regards the publication of the intimate details of intelligence 
operations. In peacetime particuloriv, it is not always easy to recone 


eile our vital interest in protecting the freedom of the press with 


the need for silence on certain phases of Latellirence. 


ii. 


jational Intelligence and the National Security Act of 19h7 
creer Matha tee AES RA TE AS NO ee A LT LER Ne SO AS, 


ene 


In a serics of discussions, bogimming as early as ashi, aaong the 
interested government agencies as to how the country could most orfect ver 


organize its permanent long-range intelligence, thore was pretty genoril 
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agreement on some form of a central agency Therc was, however, 6 uur) 
divergence of views as to the scope of the activities of such an agency's 
the authority it should cnjoy, the manner in which it should be acminis— 
tered and controlled and where in the government it should be lerstede 
Theso issues were resolved at that time through the creation by 
Presidential Letter of the Central Intelligence Group on 22 January LPS 
and then more definitely determined through the establishment cf the 
Central Intclligence Agency by Congress in Section 102 of the Nesstonsd 


Seeurity Act of 1947. 


THE DUTIES OF THE CENTRAL INGELLIGENCE AGENCY UNDER THE NATION’ SOUR. TY 


iCT 


Section 102 (d) of thia Act defines the dutics of the Contral 
Intelligence Agency as follows:- 


"(a) For the purpose of coordinating the intelligence acbivities of 
the several Government departments 2nd agencies in the interest of nationa: 
security, it shall be the duty of the sgency, under the direction of tie 
National Security Council -- 


"(1) to advise tue Netional Security Council in matters. 
concerning such intelligence activities of the Government doorrte 
ments and agencies as relate to nitional sccurity; 


"(2) to make recormondations to the National Security 
Council for the coordination cf such intelligenee activities of 
the departnents and agencies of tne Government as relate te the 
national security; 


"(3) to correlate ond evaluate intelligence relating to tho 
national security, and provide for the sppropriate dissmniration 
of such intelligences within the Governinent using where vporopriaie 
oxisting agoncics and facilities: Provided, That the ..zeney 
shall have no police, subpecna, low=onforcement powers, or 
internal-seceurity functions: Provided further, That the depart- 
moenbs and other agencies of the Government shall continue to 


- jw 
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collect, evaluate, correlate, and disseminate departmental Lasahii- 
gence: And provided further, That the Director of Central Intelli- 
gence shall be responsible for protecting intelligence sources and 
methods from unauthorized disclosure; 


"(h) to nerform, for the benefit of the existing int aliig p 
agencies, such additional services of common concern as the sional 


Security Council determines can be more efficiently accomplished 
centrally; 


"(S)} to perform such other functions and duties related to 
intelligence affecting the national security as tne National 
Security Council may from time to time direct." 

In these provisions the authors of the National Security Let showed 
a sound understanding of our basic intelligence needs by assigning to tre 
Central intelligence Agency toree broad duties which had never before 


been adequately covered in cur national intelligence structure. These 


oO 


duties are: (1) to advise the National Security Ccuncil regarding th 
intelligence activities of the government and make recommendations for 
their coordination; (2) to provide for the central correlation, evalua- 
tion, and dissemination of intellisence releting to the national sccurily; 
and (3) to assure the rerformance, centrally, subject to National Security 
Council direction, of certain intelligence and related functions cf 


bh 


common coneern to various departments of the Government, 


The powers given to the National Security Gouncll and the Central 
Intelligence Agency under Section 102 of the Act establish the fra:ne- 
work for a sound intelligence service for this country. Baas or Vital 
importance that effect be given to the real legislative intent through 
the continuing exercise by the Centra). Intelligence Lgoncy of the funct.one 


assigned to it by the tet. The functions of most importance relete to 


t 
WL 
t 
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the responsibility of the Central Intelligence Agency for the coatus nab on 
of intelligence activities end the coordination of intelligence «pinior 


in the form of national intelligence estimates. 


When the National Security Act was being drafted, doubts were 
expressed whether the Cen ral Intelligence sgency is properly placed 
in our governmental structure under the National Security Council. there 
was some concern whether a committee such as the National Security Cowcil 
would be’ able to give effective direction to the Agency. Tt was “rgue:. 
that the National Security Council was too large 2a body, would be pre= 
occupied with high policy matters, and wovid meet too infrequently %o 
be able to give sufficient attention to the proper functioning of the. 
Central Intelligence Agency. 

Thore is force to the criticien that a committee, no matter how 
august, is rarely an effective body for the direction of another agentye 
It is true that the National Security Council cannot directly control 
or run the Central Intclligence ..geney and should not abtermt to do S., 
except to the extent of assuring itself of compliance with its direct veg. 
However, the Council, whose membership comprises tho highest sathoritics 
in the departments most directly concerned with the products of “il tne 
intelligence agencies, can ronder effective service in determining ofs 
neture and scope of the Central Intelligence lLgency within the frama¥ ork 


of the National Sscurity Acte 
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The Sentral Tntelligcnee treney must porform spacial sun. . 
common concern to these departments as dirceted by the National oceeurity 
Council, must recommend steps toward the coordination of the inte! l.gence 
activitics of these departrents as preseribed by Congress and coord: nate 
the expression of intelligence opinion in the form of national cstinates 


f 


prescribed also by Gongress™ or fail in its mission. 


The Central Intelligenes Agency is not merely another intollig once 
agency to duplicate and rival the existing agencies of States Jrmyy Naw 
and Sir Forco. It was not designed as 2 competitor of these azyenci:s 
but as 2 contributor to them and as 2. coordinator of their intellig nce 
activities and of the expression ef a national intelligence opinicn. It 
must make maximum use of the resources of existing agencics; it must not 
duplicate their work but help to put an end to oxisting duplicstion by 


soeing to it that the best qualified asency in cach phase of tho inbelldi- 


gonee field should acswae and carry out its particular resporsibiliiy. 


The job of the Direetor of Central Intelligence, unique in the 
history of intelligence organization, is hard to describe cleariy.e In 
2 far-fetched comparison, it might be anid in many respects to cons sitvte 


the intelligence opposite munber of the Secretary of Defenses OF course, 


1/ Congress actually uscd the words Neyaluate inteliisonee relating 
™ to the national security." 


J 
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an cssenbtial diffcoronce, mong others, is that tae Direetor oo. | 
Intelligence docs not end should not participate in the determination of 


policy. 


ill. 


The Responsibility of the Central Intelligence Agoney for the Ccordinatien 


of Intelligence Activitics 


The coordination of the intclligence activitics of the several cuparl- 
ments anc agencies concerned with national sceurity was a orinsry ronson 
for establishins the Central Intelligence Agenoye This is cleer from 
the early discussions concerning the creation of a gentrel agency and 


from the longuage of Scction 102 of the National Socurity Acte 


To achicve this purpose, the Central Intelligence Agency was assience 


Le Y 


the duty of advising the National Security Council in matters concerning 
such intelligence activities as relate to the netionel sccurity and cv 
making recommendations to the National Security Council for their coerdi- 
nation, The fect does not give the Central Tntellisence iugeney dnaconne 
dent authority to coordinate intelligences activities. Final responsability 


to establish policics is vested in the National Security Council 


This duty of advising the National Security Council, together with 
the two other principal duties of correlating netional intellirence rnd 


performing common sorvices as determined by the National Security Cowncil, 


Shes 
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all serve the general purpose ef coordination. In frat, ther: 
duties of the Contral Intelligence Agency, although distinct in th enseiscs 
arc necessarily inter-rclated and the performance of onc function may: in- 


volve another. 


For example, in performing its duty of advising on the coord! nation 
of intelligence activities, the Central Intelligence Ageney may rm comiund 
to the National Security Council the means to be omployed in the ssambir 
of reports and cstimates requisite for the performance by the Jgarcy or 
its second duty, the correlation of national intclligence. ..s en-thor 
example, the Central Intelligence Agency may recommend, in accord:nce wilh 
its duty to make recommendations for the coordination of intelligone 
activities, that a particular intelligence function be performed hence- 
forth by the Agency itsclf under its third duty of providing serv ces of 


common concern more efficiently accomplished centrally. 


The statutory limitetions upon the authority ef the Central ontelli+ 
gence Agency to coordinate intelligence activities without the ap rova_ 
of the National Sccurity Council were obviously designed to protest te 
autonomy and internal arrangements of the various departments and agaicios 
performing intelligence functions. The Secretaries of Departments wno 
are members of the National Security Council are in a position te revoke 
recommendations of the Central Intclligence Agency concerning the .r om 
departments, and other departmental heads would doubtless be invited Go 


attend meetings of the National Security Council when matters per aining 


Sacre 
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to their activities are under considerations Tn spite of thase calenbstod 
limitations on the authority of the Central Intelligence Agency, i- is 
clear that the Agency was expected to provide the initiative and laden 


ship in developing a coordinated intelligence system. 


The National Security Act does not define the “Nintelligonce activi- 
tics" which are to be coordinated under the direction of the National 
Security Council, or specify the departments whose acbivities are covered, 
Fresumably all intelligence activitios relating to the national sorurity 
arc included, from collecting information in the first instanee to the 
preparation and dissemination of finished intelligence reports and 
estimatcs, The criterion, 2 vory broad one, is "such intellig¢cnes 
activitios.....eas relate to the national security" and not the ide-titv 
of the departments concerned or the nature or locale of the intelld -cnes 
activity. Thus, practically no Limitations aro set upon the scone of 
the intelligence activities with which the Central Intelligenee Aganey sos 
to concern itself, except the statutory provisions on internal socurity 
functions and provisions protecting the independence of the departments 


with respect to so-called departmental intelligence. 


Ve 


intelligence Estimates 
$eadciaitabarnasend > scp cle acsearle 


One of the principal duties assigned to the Central Intelligenes 


Ageney "for the purpose of coordinating the intelligence activitios of 


- 10 = 
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the several Government departments and agencies in the interest of 

national security" is "to correlate and evaluate intelligence rolah ng 

to the national security, and provide for its appropriate dissemina sione" 

The Contral Intelligence Agency is thus given the responsibility oF sceing 

to it that the United States has adequate central machinery for the exeri- 

nation and interpretation of intelligence so that the national security 

will not be jeopardized by failure to coordinate the best intclligenee 


opinion in the country, based on all available informations 


Although the Act provides that "the departments and othcr ager cies 
of the Government shell continue to collect, evaluate, correlistcy, end 
dissominate donartmental intelligence," the statute docs not limit the 
duties of the Central Intelligence Agency to correlate and evaluete 


intelligence, excopt by the standard of "national securitys" 


The purport of the National Security Act can be understood an: 
justified in the light of the history and genoral objectives of the Acte 
Behind the concept of a Central Intelligence Agency lay the necess:.ty not 
only for the coordination of a diversified intelligence activitics, and 
for the performance by the central agoney itself of certain servie:s o- 
common usefulness, but also for the coordination of intelligence gpinion 
in the form of reperts or estimates affecting generally the antion:l 


security as a wholes 


~ 11 -é- 
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The Act apparently gives the Central Intelligence Agency ihe Srdue 
pendent right of producing nation2l intelligence. As a practiorl mot er, 
such estimates cen be written only with the collaboration of experts on 


mony fields of intelligence and with the cooperation of several 


ments end ageneics of the Government, A national intelligence report or 
estimate as assombled and produced by the Central Intelligonee Agency 

should reflect the coordinition of the best intelligence opinion, Dig 
on all available information. It should deal with topics of wide sco ve 


relevant to the determinition of basic policy, such as the assessment of 


2 country's war potential, its preparedness for war, its strategic 
capsbilities and intentions, its vulnerability to various forms of 
diroot attack or indirect pressures. An intclligorce estimete of suen 
scope would go beyond the competence of wy single doparine sant er agency 


of the Government. A major objective, then, in estavlishing the Cent: rad 
Intelligence Agency was to provide the administra ative machinery for the 
coordination ef intclligence opinion, for its assoubly and reviow, 


objectively and imartialiy, and for its expression in the fort of 


estimates of national scope and importancce 


The concept of national intclligence estimates uncerlying the 
statute is that of an awthoritetive interpretotion and appraisy. that. 
will serve as a firm guide to policy-makers and planners. A mitiornnm. 
intelligence estimate should refleet the coordination of the best 
intelligenee’ opinion, with notation of and reasons for dissent in th: 


instanees whon there is nob unenimity. It should be based on wi 


-~ i2— 
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available informetion and be prepared with full knowledge of cnr om find 
and in the light of our own policy requirements, The estimrte aHouks! be 
compiled and assembled centrally by an agency whose objectivity and 
disintorestedness are not open to question. Its ultimate approvel s:culs 
rest upon the collective responsibility of the highest officials in the 
various intelligence agencicse Finally, it should command roecomniti mn 
and respect throughout the Government as the best availeble and presum- 


ably the most authoritative intclligence estimatc. 


Although the task is made more difficult by a lack of general . 
acceptance of the concept cf national intelligence estimates in the 
Government, it is, nevertheless, the clear duty of the Central Inta..ligur ce 
Ageney under the statute tbo assemble and produce such coordinated and 


aathoritative estimates. 


Ve 


mon Concern - Intelligence Research and Reverts 


Services of Cor 


This is the function prescribed by Section 102 (a) of the Netdonal. 
Security Act of 1947 in the following i-nguege "to perform, for the: 
penefit of the existing intelligence agencies, such additional sor-ices 
of common concern 2s the Nabional Socurity Council determings can 


more efficiently accomplished eontrally." 


Gonerally speaking, this function would involve responsibility for 
authoritative rosearch and reports in economic, scientific and tere molcuical 


= 36 
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intelligence, the maintomance of ecntral reforone: facilities, ome sua 

other matters as aro deemod of common concorn by the National Secu “ity 
* 

Council. To the cxtont necessary, the Central Intelligence Agency wil: 

also coordinate the activitics of the other asencies in these ficl’s 


The steff working in the Central Intelligence Agorney on such matters of 


athe ts 


common concern should include in appropriate casos adequate reores niat on 


from the State Department and the military services so that, subjact to 
policy guidanes from the srincipal consumers, its products will raf lect 
the work of the best available talent and be responsive to the reg irs 


ments of the consumer agencicss 


VT. 


Limitation on what em be Txpected of the Contral Intelligence 


or of the Amoricrn Intullirccnes Systom as a Whole, 


In concluding, any discussion of intelligence in goneral and tho 


responsibility of the Certral Intelligence Agoney in the procuctior .né 


coordination of national estimates in particular would be insdequat.s with. 


G 


out some cavoatse 

Seldom if over will the collecting machinery of any intelligcree 
systom produce all or anywhere near all the raw informetion reavired 
after evaluation, collation in the appropriate intelligence sgoney ind 
goneral interoretation, for the final »roduction of a completely re Liak 


datclligence estimabu. Picees of the intelligence puzzle wilalwess te 


es Wy = 
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missing and informed gucssos or logics] deductions at bost will © na:del 


to complete the picture of cnemy cxrpabilitics and intentions. 


Even the available picccs of the puzzgie are not invariobly given to 
intelligonee personnel. All information, whether it originates from 
intelligenee sources or whether it comes from other sources incleding oc 

own operations and plans, must be made available to the intellig once 
peopic who by putting together and studying all of the bits cf information 
must provide the overall interpretation. There is always a2 donrercug 
tendency, particularly in time of crisis, when it can be most serious, 

for vital information to be withheld on the grounds that the intelligz2nes 
personnel should not see it because it concerns operctions or for wallegei 
security reasons. In other instances, the dissemination of vital but 
sensitive material may be rostricted to avery fow poople at the tep 
levels with the result thet those individuals who are most competent te 


+ 


alyze a particular situation are loft out of the picture ontire.y. It 


5 


fas 


s therefore necessary that intelligence estimates be mede in full light 


of our ovmm policies and oporations. 


There is also a tendency to yrejudiec on the part of intelliccnes 
personnel expressed in the form of stubborn adherence to preconceived 


ideas, Estimates are subject to the risk of being colored and tristed 


to reflect the prejudices of those preparing them. 


Finally, there is danger of projudice on the part of policyemakers 
which may render thom blind even to brilliant achievements of an 
S46 
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intelligence ‘service. They may just refuse to listen to what they do net 
like, lence, noting would be more dangerous than to believe that an 
efficient intellivence syste with coordination of activities and sunpet 
effected through a central intellivence agency yould make this ceuntry: 


immune to a disaster like Pearl Harbor. 


This does not lead to the conclusion taat intelligence is frtile.. 
It merely shows its limitations. If the intelligence appraiser can kee) 
from twisting and coloring the data he receives ard if the policremakear 
can keep an open mind and be srenared for continual re-evaluation of tie 
assumptions on which he is relyin, then sound intellicence estinates . 


can be a pillar of strength for our national securitys 


~ li- 
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TRANSMITTAL SLIP 
11/20/51 


(DATE) 


TO: 


cae FF 


BUILDING fey ROOM NO. 
pe eco 


REMARKS: 


Attached is the unclassified 

brief prepared by Mr.[[__Jon STAT 
the role and mission of CIA. You 

may recall that it was referred to 

during thea/D's meeting on Noven- 

ber 5th as an example of what can 

be said about the agency and its 

place in the intelligence system. 


FROM: seas 
' _C. B. Hansen 

BUILDING ROOM NO. EXTENSION 
fdmin. 220 


FORM NO. } 16---64575 1 U.S. GOVERNMENT PRINTING OFFICE 
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TRANSMITTAL ° 


Col. C. B. Hansen 


Herewith the OcD, OCI, ORR 


and O8I contributions to Section III 
iq Part 4 of the Director's progress 


report. Sherman Kent will pass on 


t the ONE contribution direct, 


I hope one day soon to renew 


x an acquaintance begun, if I remenber 
rightly, in the Bradley headquarters 


FROM: 


BUILDING _ 


Beattie 


ROOM NO. EXTENSION 
2116 aaa 


STAT 
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